MANAGEMENT  BY  CONFERENCE
agenda or proceedings has resulted in constructive thought
giving place gradually to a feeling of soreness, both mental
and physical. I have seen chairmen who fail to recognize
that reasonable physical comfort, such as comfortable seats
or a quiet room, must be present before mental processes
can function over reasonable periods. I have seen con-
ferences where one turns up at the appointed minute.,
and half an hour is taken up in preliminary discussion and
.possibly coffee, thereby in my view, setting rather a lax
tone for the conference. I have seen others start late just
because a few don't realize the value of time. Trade Union
officials are often serious offenders in this respect, pre-
sumably because they give themselves too tittle time
between one meeting and the next. My practice, at all
internal meetings at which I am chairman, is to get the
rule "zd. per minute53 for late comers adopted. It is
peculiar, but true, that this has a marked effect on quite
well-paid people!
The practice of adjourning a conference, either for a
definite meal, or overnight, is of debatable value. I
recollect one recently where after the tea interval only
half the visiting members remained. Perhaps the first
half was responsible, in which case the remedy is obvious.
I recollect another recent conference where, after a
whole day in conference, with intervals for refreshment,
a meal, and visiting a small works locally, we resumed
next morning, and within one hour had crystallized our
views into a plan of action that didn't seem within sight
the previous evening. I think the evidence is more in
favour of a definite break, away from the conference room,
and on this basis I would recommend periods of discussion
no longer than two and a half hours at one time.
^ Day or night? During the war the office-cum-bedroom
was popular; in fact, too popular. Many hung on at the
job without a reasonable break while at the same time
telling factory workers they must keep to more reasonable
hours for optimum efficiency. I know one individual who
employed three secretaries, one on each shift, as he came
in at all hours and started work. He visited his factory
'   95